A succinct overview of some of the major research approaches to the study of leadership is provided as a foundation for the introduction of a multicomponent model of leadership that draws on those findings, complexity theory, and the concept of emergence. The major aspects of the model include: the personal characteristics and capacities, thoughts, feelings, behaviors, and human working relationships of leaders, followers, and other stake holders, the organization's systems, including structures, processes, contents, and internal situations, the organization's performance and outcomes, and the external environment(s), ecological niches, and external situations in which an enterprise functions. The relationship between this model and other approaches in the literature as well as directions in research on leadership and implications for consulting practice are discussed.
"What theory of leadership will you be using to guide your activities in your new position?" Mary's smile disappeared and was replaced by a look of perplexed concentration. After several moments of reflective silence, she sighed and laughed softly.
"Well, what would you suggest?" That began an elaborate exchange that stretched over several months in which Mary thought through many of the issues and frameworks that her new position would require her to address and use.
Models of Leadership
In virtually every coaching and consulting engagement, practitioners face the challenge of discerning the implicit and explicit leadership models that clients use or they help a leader construct a framework that will work more effectively in their organizational environment. Tichy and Cohen (1997) suggested that developing a teachable point of view was one of the most important steps that leaders could take to guarantee their success. If an integrated theoretical approach to leadership were readily available to consultants and executives, the task of developing such a teaching point of view would be relatively easy. However, given the current state of the leadership literature, this is easier said than done.
Recent reviews of the research on leadership demonstrate the enormous complexity and subtlety of the models and the issues involved in trying to create an integrated view of leadership theory (Goethals & Sorenson, 2006; Hogan & Kaiser, 2005; Mumford, Zaccaro, Harding, Jacobs, and Fleishman, 2000; Northouse, 2010; Van Vugt, Hogan, & Kaiser, 2008; Yammarino, 2000; and Yukl, 2005, 2010) .
A great deal still remains to be discovered about just how leaders and their followers create organizations that perform effectively in challenging and ever changing environments. It seems clear that Bennis' (2007) call for a more integrated theory and the historical support for such efforts provided by scholars such as Goethals & Sorenson, (2006) ; Kuhn (1970 Kuhn ( , 1977 ; Lewin, (1952 Lewin, ( , 1997 , and Von Bertalanffy, (1968) has yet to be answered fully by the research community. The purposes of this paper are to provide a very succinct overview of many but not all of the contemporary approaches to the study of leadership and describe the features of a six component model for use by consultants which suggests that leadership is an emergent property of complex ecological systems involving leaders, followers, other stakeholders, organizational systems, and external environments. In addition, we will suggest some research agendas on leadership and provide observations about why these theories are vitally important in the practice of consulting psychology. Table 1 provides a brief summary of eight major research approaches to the study of leadership that have appeared in the scientific literature over the past 60 years. This is not being offered as a comprehensive taxonomy of the research models available in leadership but rather as a significant sampling of them for comparative and expository purposes. Fleishman, Mumford, Zaccaro, Levin, Korodin, and Hein (1991) offered an extensive examination of classification issues trying to synthesize what was known at that time. Other approaches to the classification of scientific findings and conceptual approaches can be found in the latest editions of Yukl's (2010) and Northouse's (2010) summary texts on leadership. In addition, several other detailed approaches to the consideration of classification are found in Goethals and Sorenson's (2006) summary of the results of the deliberations of a group of scholars who spent several years trying to create a general theory of leadership. In that volume, for example, Wren (2006) presented what he called a periodic table of leadership research in which 53 approaches to the study of the phenomena were organized under five major headings-contextual, individual, process, normative, and method. At the end of 5 years of individual and collective deliberations, that panel of scholars decided that they could not agree on Carlyle, 1849 Carlyle, /1907 Chin & Sanchez-Hucles, 2007; Eagly & Carli, 2007; House, 1971 House, , 1988 Judge et al., 2002; Lord, De Vader, & Alliger 1986; Morrison, 1992; Stogdill, 1948 Stogdill, , 1974 Zaccaro, 2007 • Leaders create and use in-groups and out-groups to enact their influence on organizations and through them to their external environments.
Major Approaches to Leadership Theory
• Leaders often use a dyadic paradigm of leaderfollower relationships that focuses on behaviors a formally appointed supervisor uses to either direct subordinates in ways that help them to better accomplish their goals (path-goal interventions) or to improve subordinates satisfaction with their overall work experience (need satisfying interventions).
• Participative leadership behavior is emphasized to clarify path-goal relationships, goal attainment and alignment with organizational objectives, work effort; improve subordinate autonomy and performance; and increase pressure towards effective organizational performance through alignment of supervisor direction and peer pressure in a participatory process. Avolio, 2007; Avolio & Luthans, 2006; Drath, 2001; Fiedler, 1967 Fiedler, , 1971 Fiedler & Chemers, 1974; Graen & Uhl-Bien, 1995; Hersey & Blanchard, 1977; House, 1971; House & Mitchell, 1974; Likert, 1961; Vroom & Yago, 2007 • Effective leaders first emerge in organizations through their efforts in serving others. Over time, they become more effective at identifying the needs of their colleagues, becoming more involved in community life, and helping them to become better leader servants themselves. Avolio & Gardner, 2005; Bass, 1990; Burns, 1978; Conger & Kanungo, 1998; Eagly, Johannesen-Schmidt, & van Engen, 2003; Ferguson, Hagaman, Grice, & Peng, 2006; Frederickson, 1998; Greenleaf, 1970 Greenleaf, , 1977 House, Spangler, & Woycke, 1991; Judge & Bono, 2001; Judge et al., 2002; Likert, 1961; Mintzberg, 1973 Mintzberg, , 2009 Sayles, 1993; Shamir & Eilam, 2005; Shamir & Howell, 1999; Weber, 1947 Skills/Capacities/ Competencies Theory
• Effective expression of leadership is dependent on the individual's ability and skill to solve novel, complex, and amorphous problems that threaten the organizations for which they are responsible.
• Problem solving and other leadership competencies and skills can improve with experience and can be developed deliberately and systematically. Kilburg, 2006; Lombardo & Eichinger, 2001; Mumford & Connelly, 1991; Mumford, Zaccaro, Johnson et al., 2000; Sternberg, 2007; Sternberg, Kaufman, & Pretz, 2003; Yammarino, 2000; Yukl, 2005 Yukl, , 2010 Zaccaro, 2007 ( Avolio, 2007; Buss, 2005; Chemers, 1997; Day & Lord, 1988; Goethals & Sorenson, 2006; Guastello, 2002; Hambrick & Mason, 1984; Heifetz, 1994; Hunt, 1991; Jacobs & Jaques, 1987; Katz & Kahn, 1978; Northouse, 2010; Stacey, 1992 Stacey, , 1996 Stacey, , 2005 Sternberg, 2007; Van Vugt, Hogan, & Kaiser, 2008; Weilkiewicz & Stelzner, 2005; Yukl, 2005 Yukl, , 2010 Zaccaro & Klimoski, 2001 Relationship/Leader Member Exchange/ Attachment/Social Network Theory
• Leadership can be expressed by all members of an organized system. • Leadership is expressed and arises out of the interactions between leaders and followers who work in dyads, triads, and other forms of groups -in groups and out groups of various sizes.
• Leaders and followers work together in groups and all members of systems influence each other and organizational processes, structures, and outcomes. Balkundi & Kilduff, 2005; Bresnahan & Mitroff, 2007; Drath & Paulus, 1994; Graen & Graen, 2007; Graen, 2007; Graen & UhlBien, 1991; Graen & Uhl-Bien, 1995; Kahn & Kram, 1994; Popper, Mayseless, & Castlenovo, 2000 the common elements of a general theory. Their decision to publish the volume of their collected papers as Wren stated, "was not (or, at least, not wholly) a consequence of despair over the possibility of success. . .they are invitations to further debate" (p. 34). Examining the research studies, conceptual papers, and books reviewed in Table 1 have led the authors to conclude that • Ethical leaders are expected to transcend their own self-interests in the performance of their assigned duties and responsibilities.
• Developing and using an ethical perspective in the day-to-day operations of any organization is at the heart of effective leadership.
• Traditionally, ethical leaders respect and serve others, demonstrate justice, behave honestly, and create community within organizations. Burns, 1978; Ciulla, 1998; Coles, 2000; Greenleaf, 1970 Greenleaf, , 1977 Heifetz, 1994; Kilburg, 2006 several generalizations currently can be made concerning the concept of leadership and the state of leadership theory. These are as follows:
• Leadership is an emergent property of complex, adaptive ecological systems and hence is seen as an ephemeral phenomenon that is difficult to predict, achieve, and sustain. However, it may well be possible in the near future to make sense out of what today seems to be random, chaotic, and mostly situational (Stacey, 2007) .
• Leadership in organizational contexts can be expressed by any and all members of a system (Drath, 2001; Graen, 2007; Rost, 1991; Weilkiewicz & Stelzner, 2005 Zaccaro & Klimoski, 2001 ) and is highly dependent on the personal characteristics and capabilities of the leaders, followers, and other stakeholders involved in a specific organization, a specific external environment, and within a specific timeframe (Eagly & Carli, 2007; Mumford, Zaccaro, Johnson et al., 2000) . Research strongly suggests that a variety of organizational outcomes are reliably and validly tied to certain features of personality (Collins, 2001a (Collins, , & 2001b Judge, Bono, Ilies, & Gerhardt, 2002) and to general and specific skills of those in leadership positions at specific times and in different ways (Mumford, Marks, Connelly, Zaccaro, & Reiter-Palmon, 2000) . While these characteristics and traits make a substantial contribution to a leader's performance in specific situations, at the present time, they do not appear to be the only or even dominant factor in a person's success as a leader.
• Research models and findings suggest that another major set of contributing factors in the emergence and success of leadership involves the thoughts, feelings, and behaviors used by leaders, followers, and other stakeholders in specific situations both in the organization and in the external environment (Chemers, 1997; Fiedler, 1967 Fiedler, 1971 Fleishman, Zaccaro, & Mumford,1991; Hambrick & Mason, 1984; Hersey & Blanchard, 1977; Judge et al., 2002; Lord, Klimoski, & Kanfer, 2002; Zaccaro, Gilbert, Thor, & Mumford, 1991) . The success of the exchanges of thoughts, emotions, and behaviors that take place between individuals in assigned leadership roles and those with whom they work is highly contingent on the ability of those involved to properly assess, choose, and deploy the correct behavior called for in specific adaptive situations inside the home organization and in the institution's external environment. Contingency models provide complex frameworks within which leaders, followers, stakeholders, and organizational behavior can be analyzed. However, establishing predictive validity for the use of any particular model or approach for specific leadership, organizational, or environmental challenges has remained elusive. These leadership behaviors have been shown to fall reliably into two broad classes-those that focus on directing attention and human effort toward specific work related tasks and goals and those that focus on creating and maintaining the psychological and social environments within which work takes place.
• Leaders, followers, and other stakeholders cocreate complex, human attachments and relationships that display many different psychological, social, political, and economic features (Chemers, 1997; Drath, 2001; Peterson, Smith, Martorana, & Owens, 2003; Rost, 1991) . The efforts of individuals in leadership positions to influence the psychosocial, technical, political, economic, and other features of the organization are often multidimensional and multidirectional.
• The interactions and exchanges that take place between a leader and his or her key subordinates on an executive team (Finkelstein & Hambrick,1990 Hambrick & Mason, 1984; Matthews, 1998) regarding the goals they pursue and the provision of mutual psychosocial support are crucial determinants of how a particular organization will perform in a given environment at a specific time (Wageman, Nunes, Burruss, & Hackman, 2008) . Some studies of the organizational outcomes of leadership activities suggest that these results are predicted best by examining what actually happens in the relationships between leaders in formally structured positions and those that work most closely with them.
• Research on the effectiveness of the strategies and initiatives that leaders choose for their organizations demonstrates how complex, difficult, and elusive the pursuit of success can be (Cameron & Whetton, 1993; Marion & Uhl-Bien, 2001) . Current data on the average tenure of CEO's for major corporations indicate that the rate of turnover has been accelerating and the amount of time leaders have to demonstrate their capabilities has decreased dramatically (Cappelli & Hamori, 2005) .
• Traditional and contemporary theories emphasize that leaders who can create inspirational visions and transformational pathways for their followers to enact can and will be perceived by others as highly effective executives who attract and motivate strong teams of subordinates. However, few studies of the true effectiveness of such charismatic leaders have demonstrated long-term organizational success. The small number of studies of the long-term effectiveness of leaders suggest that individuals who possess and enact virtues such as modesty and persistence in the face of obstacles tend to be more successful than those who would more classically be described as charismatic (Collins, 2001a (Collins, , 2001b . Very recently, the findings of even these few studies have been contradicted by other research efforts using somewhat different methodologies (Resnick & Smunt, 2008; Niendorf & Beck, 2008) .
• Evolutionary psychology (Buss, 2005) suggests that many aspects of leadership are similar across species and address the major adaptive problems of group movement, intragroup peacekeeping, and intergroup competition and conflict. The evolutionary successes of leaders across centuries of social evolution tend to be underappreciated for their power and ability to structure human and other animal species' behavior (Van Vugt, .
• Ethical systems and levels of moral reasoning can have dramatic effects on how leadership is enacted by individuals and groups and in turn can create significant impacts on the performance of an enterprise (Ciulla, 2003; Coles, 2000) .
• The level of individual development and self-awareness of an individual executive and the members of a leadership team can influence their performance and the success of an organization (Yammarino & Atwater, 1993 ).
The researched-based models of leadership outlined in Table 1 demonstrate the difficulty in translating research results into an effective, comprehensive description and explanation of this overwhelmingly complex ecological phenomenon (Weilkiewicz & Stelzner, 2005) . The scientific models that historically emphasized personality and other characteristics were found wanting because they could not account for the dynamic and contingent exchanges that occurred between leaders and followers. Contingency theories themselves often did not speak to the specific knowledge and skills possessed and expressed by leaders and followers. Research studies focusing on goal-path and situational models began to highlight that leaders were using different types of behavior to influence followers and that such structuring and supporting behaviors produced different results for those involved and for the organization. Models that characterize the relationships between leaders and followers allow more exploration and thoughtful interventions in their work together, but often stop short of demonstrating how they actually produce success or failure in the adaptive exchanges with an organization's environment. And studies of organizational success and failure when viewed through the simple lenses of profit and loss statements cannot inform us about what leaders do and say with the other stakeholders in enterprises to produce such outcomes.
Although each of these models has been pursued within its own paradigm (Kuhn, 1970 (Kuhn, , 1977 ) and makes a significant and valuable contribution to our collective understanding of leadership, unless they are woven together into an overall tapestry, scholars and practitioners alike often are left holding useful bits, ideas, and suggestions without an overarching and useful scheme in which to integrate them. Thus, it is easy to understand Bennis' (2007) and Wren's (2006) arguments for the need for a comprehensive theory and the simultaneous recognition and frustration with the fact that a universal consensus cannot currently be obtained within and by the research communities. Nevertheless, as the case vignette demonstrates practitioners and educators clamor for and need something more understandable and teachable than a taxonomy of approaches and findings.
Every leader and consultant will endorse one or more of the core concepts or approaches identified in Table 1 as part of their own framework for understanding what constitutes effective leadership. As the opening case vignette indicated, it can be vitally important for consultants to engage their clients in specific conversations regarding their leadership beliefs and practices in order to clarify what might otherwise be implicit and difficult to understand. The material and references provided in Table 1 can serve as a useful entry point into this exploration as consultants can examine the contents to determine their perspectives and perhaps additional areas for study and comparison.
Toward an Integrative Model
Based on the summaries, reviews, and critiques identified above, there seems to be general agreement that the current state of research on leadership is extensive, extremely useful, yet disjointed and that no single model or theory currently appears to take the majority of the scientific findings into account. Zaccaro and Klimoski (2001) emphasized this view stating: "the various parts of this literature still appear disconnected and directionless" (pp. 3). In addition, it is clear that most of this knowledge has been developed largely via the modernist/reductionist approach to science which tends to focus on building theory by looking at the parts of natural phenomena and how they relate to each other. This approach usually can correlate vast amounts of factual information but can have difficulty producing more comprehensive, explanatory concepts. If this is a reasonable description of the field of leadership research, the question should be asked logically what would a more understandable and integrative framework include. At a minimum, we believe that such a model would need to account for the following:
1. Leadership is an emergent property of complex human systems. Emergence can be defined as "models which produce unexpected macroscopic behavior that is not immediately predictable upon inspection of the system. . ." (Assad & Packard, 2007, p. 232) , (Guastello, 2002 (Guastello, , 2007 Weilkiwicz & Stelzner, 2005 .
2. Given different conditions and situations, leadership can be expressed by virtually any member of such systems (Bresnahan & Mitroff, 2007; Chemers, 1997; Day, Gronn, & Salas, 2004 , Drath, 2001 Graen, 2007; Rost, 1991) .
3. Personal knowledge, skills, abilities, attitudes, personality, values, ethics, virtues, vices, history, and many other diverse characteristics of the members of organizational systems have tremendous impact on whether, how, and how effective leadership is expressed (Avolio, 2007; Zaccaro, 2007) .
4. The thoughts, feelings, and behaviors of the members of a system create a complex, contingent set of exchanges and mutual influences through which leadership occurs (Lord, 2002; Vroom & Yago, 2007; Yukl, 2005 Yukl, , 2010 .
5. Those thoughts, feelings, and behaviors expressed over time by the members of an enterprise in the context of collectively performing the work of the organization build human relationships that mediate, influence, and ultimately direct virtually everything that happens in an enterprise (Bresnahan & Mitroff, 2007; Stacey, 2007) .
6. The systems of organizations, their structures, processes, functions, inputs, throughputs, and outputs depend on these human relationships that enable or disrupt the performance of the institution (Guastello, 2002; Weilkiwicz & Stelzner, 2007) .
7. The outputs of the organization result in success or failure for the organization and its members (Cameron & Whetton, 1993; House, 1971; Kaiser, Hogan, & Craig, 2008) .
8. The successes and failures are determined in, through, and by an external environment in which the enterprise contributes and competes in the global ecology of human organizations. The degree of success or failure is a broad measure of the ability of the leadership of an enterprise to set a strategic direction and guide its adaptation and fit into that global ecology (Hogan & Kaiser, 2005; House, 1971; Kuilman, Vermeulen, & Li, 2009; Van Vugt et al., 2008) .
9. Each of the principal components of such a model has many subcomponents and all of them can and potentially do interact in patterned, chaotic, and random types of exchanges to collectively create the organization's experience and the emergent ecological property of leadership (see No. 1 above for a brief definition of emergence; Graen, 2007; Guastello, 2002 Guastello, , 2007 Weilkiwicz & Stelzner, 2007) .
10. The processes of human social evolution continue to exert survival pressures on individuals, families, groups, and organizations. Successful leadership and followership improve the capacity of people and their enterprises to thrive in evolutionary terms (Buss, 2005; Kaiser et al., 2008; Van Vugt et al., 2008 This definition provides what we would argue are a number of the essential components required for the beginning exposition and exploration of an integrated model of leadership. These components include:
1. The external environment, organizational niches, and situations of an enterprise. 2. The diverse personal characteristics and capacities of the leaders, followers, and other stakeholders in an organization.
3. The diverse thoughts, feelings, and behaviors of the leaders, followers, and other stakeholders in an organization, most importantly those concerning the direction and purposes of the enterprise and how to achieve them.
4. The human working relationships cocreated by the leaders, followers, and other stakeholders in an organization.
5. The organizational systems-structures, processes, contents, and internal situations-of the organization.
6. The organizational Performance and outcomes-successes and failures of the enterprise. This definition focuses on leadership itself as an emergent process, the wide variety of relationships in organizations, and how the various participants influence each other to try to create systems in order to successfully adapt to external environments. It can be compared to other descriptions of leadership but due to the limitations and focus of this paper such comparisons are not pursued here.
Our definition targets leadership itself as the emergent process arising from the interactions of all of the elements in an organization, the essential importance of human relationships as the vehicle through which structure, strategy, and process are cocreated, and the dynamic exchanges between the leader(s), followers, and other stakeholders with each other and a competitive external environment that ultimately determines adaptive success or failure. Although we do not want to denigrate or deny the fundamentally important role that the chief executive has in any number of domains of organizational behavior, we do believe that leadership itself, even that expressed by a truly effective senior executive, emerges out of a dynamic complex environment that always involves others.
In the following sections of this paper, we will further describe this emergence centered model, how it relates to some of the other significant models of leadership that have been explicated in the scientific literature, some of the research questions it logically raises, and why these matters are important to practicing consultants.
The six components of our suggested approach to an integrated model of leadership attempt to depict the principal known elements that contribute to the emergence of leadership in any given organization and that speak to the nine major properties described in Table 1 . In this model, the external environment, including the ecological, geopolitical, social, geographic, and economic niches in which an enterprise operates, establishes the basic context for leadership to manifest in an organization. The personal characteristics and capabilities of the leaders, followers, and other stakeholders in the organization including the knowledge, skills, abilities, personalities, race, gender, experiences, histories, and other diverse characteristics including the roles that they occupy and tasks that they undertake establish fundamental building blocks for leadership within that specific environmental situation. Leaders, followers, and other stakeholders have thoughts, feelings, and observable behaviors that comprise the day-to-day and moment-to-moment exchanges through which both leadership and the performance of the enterprise emerge (Stacey, 2007) . As a result of those exchanges taking place over time, the members of the organization form human attachments and relationships within and through which they do the work of the enterprise. They cocreate, maintain, and when necessary change direction, culture, climate, structures, processes, functions, strategies, and tactics within their organizational systems and between their enterprise and the external environments with which they interact. Over time, those organizational systems perform and produce results (products and services) that are consumed by and evaluated in the external environment. These results characterize the organization's outputs and, hence, its leadership as effective or ineffective and lead to organizational success or failure. Success modifies the external environments of the enterprise by making them more accepting, rewarding, and welcoming of the organization. Over time, failure creates a more hostile, punishing, and rejecting environment. Both results affect how the performance of the leaders, followers, and other stakeholders is judged.
It also must be emphasized that each of six elements of the model has the capacity to engage simultaneously in a dynamic way with every other element. Thus, the external environment can push a leader or followers to exhibit different aspects of their personality, skills, and experience that influence their thoughts, feelings, and behavior. Such behavior can affect the members and systems of the organization as well as elements in the external, ecological environment. Similarly, inputs from the external environment can and often do directly influence aspects of the human relationships in the enterprise. For example, exchanges like this often occur when external consultants or market analysts interact with a CEO or with members of the Board of Directors of a business. Feedback or stimulation from a CEO or Board can lead senior executives to modify aspects of the processes or structures of their organizations. Mergers, acquisitions, off shoring of production, and lay offs are just some of the types of behavioral changes that Boards of Directors can push their leadership teams to execute independent of their own desires or preferences. These types of interactions can and, when they occur, do change the nature of the relationships the members of the Board have with each other and the executives of a firm.
Complexity Science and Leadership
The complexity science approach to leadership is similar to Chemers' (1997) model of integrative leadership in its emphasis on the interaction among the environment, the leader's characteristics and behaviors, the relationships leaders develop with subordinates, and the outcomes that are realized by their collective efforts. However, it differs specifically through the clarification of the role of systems functions and processes which are implicit in Chemers' approach and in the recognition that the influencing processes between and among the elements of the model are omnidirectional. In Chemers' model, the various components of the proposed systems elements relate mostly in linear fashion with the exception of several feedback loops and bidirectional exchanges. In addition, although Chemers called for integration across various perspectives in the study and practice of leadership, he did not speak at all to the contributions that complexity theory and the concept of emergence could make to the field.
In addition, we suggest again that leadership is an emergent property of all of the dynamic exchanges between the complex subsystems involved in the adaptive processes of organizations in competitive ecological environments. Within complexity science, increasingly the phenomenon of emergence has drawn theoretical, philosophical, and empirical interest (Bedau & Humphreys, 2008; Bütz,1997; Laughlin, & Pines, 2008; . Masterpasqua & Perna, 1997; and Stacey, 1992 and Stacey, , 1996 and Stacey, , 2005 and Stacey, , 2007 but many fundamental questions about it remain to be answered. The essential idea of emergence is that complex, dynamically interacting systems can and do create what can be considered as phase state transitions through which the properties and interactions of the elements of a system transform to become something that has radically different properties than those of the originally configured system. Crutchfield (2008) defines it as:
. . . generally understood to be a process that leads to the appearance of structure not directly described by the defining constraints and instantaneous forces that control a system. Over time, "something new" appears at scales not directly specified by the equations of motion. An emergent feature also cannot be explicitly represented in the initial and boundary conditions. In short, a feature emerges when the underlying system puts some effort into its creation (p. 269).
Similarly, leadership itself cannot be divorced successfully from any of the complex, interacting subsystems identified in the six component model. In our six component paradigm, leadership also can be described as a discernable pattern, an archetypal form in Stacey's (1996 Stacey's ( , 2005 Stacey's ( , 2007 terminology. Indeed, leadership most often is portrayed as being explicitly and inherently involved in each of these elements and as implied in Zaccaro's (2001) and others' definitions, these exchanges and subsystems are under the explicit control of the leader. Humans know leaders and leadership when they see and experience it. Most often, we look to the top of a chain of command to a particular individual who has been invested with the title, authority, and responsibility to direct an organization to identify the executives in an enterprise. However, when looking at the price of a publicly traded stock or the performance of a professional baseball team on game day, it can be nearly impossible to describe exactly just where and how leadership produced that price or the final score of a game. In such situations, leaders at the top of organizations typically get the credit and the blame for what happens in their enterprises even though it may be nearly impossible to specify the causal chain through which the leader's explicit actions created the enterprise's success or failure.
We believe that the scholarly efforts in the scientific paradigms that have focused on particular elements of the emergent property of leadership have proven to be extremely useful. They help to clarify the nature of many of the dynamic exchanges that our model suggests are occurring all the time. However, such partial models of leadership always run the risk of not engaging all the other contextually critical and dynamically interacting components of these ecological systems and therefore potentially misleading both scientists and practitioners about what is truly most important in reliably producing the dynamic pattern.
It seems clear to us that the modern, and, we argue, atomistic, approaches applied to the scientific study of leadership over the past century have given both scholars and practitioners tremendous insights into the phenomenon and phenomena that have been called leadership by so many different people. However, as Bennis (2007); Goethals and Sorenson (2006) , and Zaccaro and Klimoski (2001) suggested, the research community mostly has produced a fine grained analysis and understanding of the various parts that make up the whole.
We are suggesting that complexity science and the phenomenon identified as emergence can help to extend our comprehension of leadership. We also want to be clear that we are not advocating that the model we have presented constitutes the grand unifying theory that Bennis (2007) ; Goethals and Sorenson (2006) , and others think is needed. We believe that if such a comprehensive paradigm is possible to achieve, it will take much longer to evolve, and that the simultaneous pursuit of a deeper understanding of both reductionist and emergent approaches will facilitate more rapid creation of such a paradigm. The six component model provided above is proposed neither as a final product nor as a truly viable candidate for a grand unifying theory, however it does allow us to see and begin to understand just why leadership has been and remains such a tricky and complex subject in contemporary research and it also offers an integrated approach that relies both on the extensive scientific knowledge base available and on complexity science to help scholars and practitioners alike see the core elements that lead to the emergence of leadership operating together until a truly unifying theory emerges.
To further illustrate this model and the emergence centered approach, let us briefly return to the case study with which we opened this article. Approximately four months into the consulting and coaching engagement with Mary Hawthorne, she had been thinking deeply about her role as Executive Vice President for Operations and how she would work with her boss and subordinates. She had established a revised meeting structure to broaden the number of key people with whom she could interact and influence on a regular basis, toured every research, manufacturing, and distribution facility that the company operated, and begun a series of discussions with key subordinates about how to improve operating margins. As Mary, the CEO, and the other members of the executive team started to think about what changes they might need or want to make in the strategy of the enterprise, they noticed significant softening in the sales numbers for several of their major product lines for two consecutive quarters. As a result of these trends, the CEO, CFO, and Mary began to reach out to members of their Board of Directors and selected economic advisors and consultants that they had known and trusted for years to try to determine if these were short term problems or harbingers of a significant shift in business conditions. Before these consultations were completed, in one of our coaching calls, Mary told me about a meeting she had with her direct reports.
"I hadn't even told them what the Executive Team was trying to do, and two of my group members started a conversation going during the meeting about the sales declines and their own research into the trends. One of them had a brother-in-law who is an economist with one of the major banks. He had called him to discuss the situation and he learned that the bank was beginning to change policies in anticipation of a significant tightening of economic conditions and a possible slow down. After that conversation, he and his colleague had a series of quick, quiet meetings with their key people to start to brainstorm about what they could do to restrain costs, potentially restructure some operations, and even use those changes to take market share during a variety of potential economic scenarios. Completely on their own, they came to the meeting prepared to advance some ideas for our whole group."
"What did you do?" I asked her. "Since I had been traveling around talking to people about the importance of leadership at all levels of the organization and opening communication channels, I just worked hard at keeping my mouth shut." "And?" "And, by the end of the meeting, we had a preliminary plan from the Operations Team to cut as much as 15% from our side of the Company without losing any significant capacity and with minimal job losses in research, manufacturing, and distribution. Within, 48 hours, I had a pretty good proposal to take to my boss and colleagues."
"What did they do?" "My boss took it to the Executive Committee of the Board with minimal changes. They told him to execute on it immediately. He was very, very happy."
"What did this teach you about your approach to leadership?" I asked. "If you encourage your colleagues, leadership can come from anywhere. And you don't need to have all the answers yourself. In fact, most of the answers can come from people who know the business, trust each other, and have the opportunity to exchange their ideas openly."
Needless to say, I was very impressed by what Mary and her team accomplished in a very short period of time and very pleased for their organization since they were able to anticipate the adverse economic conditions significantly ahead of their competitors and despite struggling along with every other company in their industry, they did take market share and suffered far fewer losses than anyone else. This additional vignette should provide an illustration of how leaders who know themselves and their people, use their competencies and capabilities skillfully, develop trusting relationships, and engage their operating environments in nuanced and anticipatory ways can make structural and process changes in their organizations to improve performance. Such leadership does not necessarily flow down the chain of command in hierarchically structured enterprises. It can emerge spontaneously from virtually any level within an institution and contribute to its capacities to survive and grow. In our opinion, leaders need to learn how to understand these emergent phenomena and to improve the capacities of their organizations to produce and take advantage of them.
Additional Research Questions
We argue that executives and their key colleagues and stakeholders must operate with a holistic understanding of how an organization, its members, and its external environment will respond to the behaviors that they strategically and intuitively choose to enact. Any consultant working with leaders and within the integrated model described above should be able to raise significant and challenging questions concerning other approaches that could be considered by individuals in such positions. The advantages of the proposed model are that it provides consultants and practitioners alike with a comprehensively integrated and diverse set of viewpoints within and through which any challenge can be examined and reconsidered. The model as described also encourages a broad understanding of the research questions proposed by Hackman and Wageman (2007) and the modifications and additions suggested by Graen (2007) as moving in the direction of seeing the complex entity of leadership more fully. However, each of these two lists of suggested inquiries either ignores or under emphasizes different components of the model we have proposed. Both lists demonstrate a much improved comprehension of the complexity of the interactions and exchanges as they attempt to connect some of the pieces in broader and more dynamic rather than in static, fine-grained ways. Examining such questions also is supported by the summary in Table 1 provided above. Indeed, each of the eight approaches described provides a great deal of useful information and tremendous insight into the nature of leadership. However, the scientific study of leadership probably does not yet possess research designs or methodologies that would allow the kind of complex, multidimensional, highly interactive, and longitudinally conducted ecological studies that are required to leap into the different scientific paradigm suggested by this model. Because of funding difficulties and such methodological challenges, the research community may be forced to continue to study the subcomponents or the interactions of some of the parts. However without a theory of the whole, leadership will never completely come into focus even if we perform better studies of how the parts interact to form the entire phenomenon because the studies of the parts and the key interactions are most likely to be haphazard rather than systematic.
In the spirit of the questions offered by Hackman and Wageman (2007) and Graen (2007) , and based on the model and assessment of the current theories of leadership we have presented, we want to suggest that the following items be added to the research agenda in the pursuit of the gestalt we are collectively trying to describe as leadership. These are not offered as specific, testable hypotheses derived from the model presented above. They do not engage the three major approachesmathematical methods, simulations, or formal logic-to the development of formal theory suggested by Adner, Pólos, Rall, and Sorenson (2009) . Rather, they are presented as an effort to use natural language to formulate "conjectures . . . to help guide empirical researchers in terms of what data they should collect and what questions they should attempt to answer" (Adner et al., 2009, p, 205) . Undoubtedly, other scholars and practitioners will have many other ideas to add.
1. What is the total spectrum of known and hypothesized variables that contribute to the emergence of leadership within, between, or among ecologically engaged human organizations? 2. Out of those variables, is there a minimally required, interactive set(s) that reliably and validly permit(s) or facilitate(s) the emergence of leadership within or between these organizations?
3. Under what conditions in the external environments of ecologically engaged organizational systems does this interactive set of reliable and valid variables lead to success or failure for the enterprise as a whole?
4. What are the subsets of the interactive variables that can lead to organizational success independent of the activities and behaviors of a formally defined leader?
5. Similarly, what subsets of the interactive variables can result in the success of a formally defined leader even when the organization as a whole fails?
6. What types of thoughts, emotions, and behaviors should leaders, followers, and other stakeholders in an organization enact to create effective relationships that produce success for the enterprise as a whole, and to what extent are these thoughts, emotions, and behaviors sensitive to specific situations? 7. What are the reliable patterns of responses from an organization's external environment that have either adverse or positive effects on the levels of productivity in the relationships between leaders, followers, and other stakeholders in the organization?
8. What are the predictable patterns of behaviors in which leaders, followers, and other stakeholders engage that affect their relationships and the types of organizational structures and processes that they cocreate as a result? 9. How does a leader use personality traits and learn to reliably use selected knowledge, abilities, attitudes, beliefs, values, virtues, and skills, as well as their behavioral manifestations, to produce productive relationships with followers and other stakeholders in an organization?
10. What methodological innovations would be required to empirically study larger sets of these variables in dynamic interaction with each other to demonstrate measurable and potentially emergent outcomes for the individuals and their organizations over different timeframes?
Discussion
One might reasonably ask why it is so important for the leadership research community to continue to pursue what Bennis (2007) called a "grand unifying theory?" The question is especially challenging in the face of the disjointed nature of the scientific literature that has been developed to date, the questions raised by Crutchfield (2008) and Horgan (1996) , and in recognition that many, if not most, practitioners and educators agree that at this point in time, the practice of leadership is truly an art rather than a science (DePree, 1989; Klein, 1999 Klein, , 2003 . In a sense, Bennis, and virtually everyone else who has ever written on the subject, has answered this most central question as follows: because effective leadership is vitally important to human organizations and to the future of the entire species.
The historical record of homo sapiens demonstrates that humanity has made steady progress against the forces that pose true dangers to it only when effective leadership has been consistently and demonstrably exhibited over time. A comprehensive, scientifically reliable and valid theory of leadership would enable all practitioners and educators to anchor their activities in principles that are consistently sound rather than following the most recent trends, fads, or anecdotally focused biographical memoirs. The hard won understandings of leadership that have been accumulated in and by the scientific community over the past century already enable leaders to more reliably create and direct their organizations. However, all too often, leaders fail in that effort with sometimes catastrophic results for everyone involved (Cappelli & Hamori, 2005; Finkelstein, 2003; Kellerman, 2004) . Simply put, a better, comprehensive, scientific theory would potentially reduce the likelihood of such losses and enable human progress to continue across many fronts.
A comprehensive theory of leadership also would enable the scientific community itself to ask different questions and to answer them more systematically. We believe that it is time for the study of leadership to consider adding to or significantly changing the paradigm with which it has conducted research for over a century (Kuhn, 1970 (Kuhn, , 1977 . The types of comprehensive, ecologically informed, and longitudinal studies that will be required to examine the interactive and adaptively focused nature of the model proposed in this paper seem well beyond the resources of any one research group. Developing and orchestrating the resources necessary to conduct such studies may well present one of the most significant obstacles to the advancement of our scientific knowledge base on leadership.
Imagine then the implications for the practice of consulting psychology and other related developmental disciplines if such an integrated, emergent theory of leadership could be more completely illuminated. Most current practitioners are constantly faced with various aspects of the dilemma outlined at the beginning of this paper. The question is what models or conceptual frameworks should guide our work with the real leaders of operating organizations who face truly important problems and challenges? Every consultant, teacher, and coach currently must examine the plethora of paradigms and findings suggested in and by Table 1 and try to determine which models and findings can best inform the work they have with specific clients. Each professional must interpret the literature in idiosyncratic ways and offer his or her best analysis for the specific situation and time. And every leader faces the same challenges in their work every day.
The six component model offered in this paper potentially provides every practitioner with a significantly improved ability to focus both their deliberations and choices. In that context, the correct answer to Mary's question in the vignette at the beginning of this paper "what would you suggest" was, "let's discuss how you and your various stakeholders perceive the key environmental challenges your organization faces and how you and your colleagues would define success in meeting them. Then, we need to explore what personal capacities and characteristics, thoughts, feelings, and behaviors you need to access and deploy to build the relationships you'll need to create the organizational systems that will increase the probability you and your organization will reach your goals. Finally, we need to work steadily on how to make all of this happen." Such an answer immediately begins to emphasize both intuitive and tangible core elements of executive performance, yet, as we hope we have demonstrated, it is organized on top of a very complex understanding of the current state of leadership science and practice. What follows is an additional set of questions that consultants can use to explore these issues with their clients.
1. What direction and goals are your organization pursuing in the markets/environments in which you compete and why have you chosen them?
2. What characteristics and capabilities in yourself and your key subordinates are you emphasizing to accomplish your goals?
3. What thoughts, feelings, behaviors, knowledge, skills, abilities, experience, and other dimensions of diversity do you want to routinely employ to help build the relationships with the people you need to help the organization reach your goals?
4. What are the preferred characteristics of the relationships that you believe you need to lead and manage this enterprise?
5. How to do you engage and use these relationships to build and maintain the structures, processes, inputs, throughputs, and outputs that the organization needs to achieve success in its environments?
6. How do you measure the success or failure of the enterprise and its leadership team(s) in the markets in which it competes?
7. What resources, relationships, and sources of information do you need and use to help you, your colleagues, and your organization succeed?
Such an approach and emphasis the above list of questions provides does not require that practitioners give an explicit and comprehensive exposition of the available taxonomies of leadership models and research findings to their clients. It does recognize that a number of classifications have been created and that leaders and their consultants need a more practical and accessible method and framework in order to better use what has been learned. In addition to helping to broaden the approach to the scientific study of leadership, we simultaneously hope that the summaries, arguments, and model offered above will enable practicing consultants to sharpen the focus of their work with clients.
